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Introductlon
.. N ' 1
;;; ‘ This paper serves to inform 1nétitutiona] researchers and others of a particular
2
L role vwhich may be assumed by an institutloniﬁzwmearcher ~= that of resource agent

for planning and analysis., The resource agent role by the institutional researcher

o " isg not unicquey of course, but the structurlnp of this- role withln the/framework of

Sy

K

a planning management model is Tather uncomrion.

-

¢

The content of this paper represents an attempt to do, three things: (1) to

present a conceptualization of a partlcular role far institution ' reaearéhers,
(2) to define the planning managemcut model within which the rqﬁe may be actualized,
and (3) to describe a partlcular instance in which the Inatit tional Research Office

and the<planhing‘management~m0del‘were utilized, .

.The institution;l'researcher'geﬁeralky'attempts varioys kinds of basic as well .

, “as applied rescarch analysié. However, the role he structures for himself to fit

»

within the framework of a pihnning management model, by vorking as a resoﬁrce agent
in helping certain, staf f members accépt the role of ch ée agent 1n an ad hoc setfing,

may be a useful deparmre from the norm. -

In recent days formal and 1nformal planning act'V1t1es in colleges and - ;
ﬁniver51t1es are more frequently taking place than in the past. Plannlng defined
here is a process through which activities are dirdcted toward establishing goals,

. directions, and means, for the institution over tjme.. In many small colleges and
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" universifies planning is done in an ad hoc setting, mostly due to financial
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. and s’ce.ff constraintc, In order to help staff.manage i)lanning tasks, there should
be a workable guideline by which an individual, conccptually as well as actually,
' nay follow @;he Pplanning process until the task is completed. ’A carefully developed
guideline can be represe‘n‘ped_ in a planning model as demonstra.ted in tnis paper. |

L3
T

Role Specificatlon

The role of the Institutionial Research Office at Frostburg State College )
as in many post-secondary institutiqns is rather brédly de!fined with emphasis
placed upon the functions of providing mformation and insﬂitutional data to
executlvcs and the admnistratlve staff, ' Information and d\ata are: usually obtained .

from the execution of special stlidies, analytice.l in natureL aimed at enhancing
o

\
With the exception of some college and university”insti*utional research /

, me.nagerial performence and effectiveness. 1

~offices, most ins‘titutional research offices. also, serve v'a.riéqus institutional

L R

' constituencies in a resource cap 1ciby par ulcula,w JY“ tio aveaf of departie m.e.l

research projects of both an acadenic and organizational naturg, by providing

research design and data base design. The "real world" of publ‘lc policy decisions
\

have, of late and in an increasing manner, been forcing colleges and unlverslties

A

~ to becoms more circumspect with regard to short~ and long-range commitments of
institutions, Such commtments are expressed in staffing, programs, fa0111tieS, \

equipment,f\and time as said comnitments relate to meeting clientele needs. In

‘short, planning activities, formal and informal, are taking place much ‘more in

today's colleges and universities than has been the case in the past. Plannmg

‘

occurs in many levels of an organlzation and ‘in many ways.

Planning, a8 we know it, can occur. in a hlghly formal or info:mnl setting

and may be a highly structured actlvny or & loosely structured one. We £1nd \

n’"

that as defined above, plannlng is often done on an ad hoc basig at many instltu\tlons. -

This is due, in part,.to the fact that colle 3 simply cann% afford to hire outs:!:de
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era of "tight" money .

e,

Having been asked to partici at7/in several oi" these p;,arming actﬁttie\ 7

~ !

, over tlme and having been made coghizant of ‘rhe general 1ack of imowledge possessed
by many individuals regarding the lanning process, the Off:l.ce of Institutional

ReSearch at Frostburg State College decided to develop a planning\ management model,
i \ .
one that could be useé by individuals charged with planning respon\sibilities

(usually in an ad hoc setting) and one that was built, in part, around the resource

capabllities of the. Office of Instltutj,cnal" Research It is believed that the planning
~ .a"" .
L 74
management model presented herein-hag s’everal positive features among\whlch are: -
9

a. a structured, yet flexible fiormav for planing; A \\ -

-1?. T a relatively simple conceptualizatiqn of; the planning process; \ .
c. a comprehensive overview of the procesﬁ“s of planning; ,
-d. .the usefulness of the model as an in-«semce educational device; and

e. a specification of the ways in which t_he Institutional Research Offlce\'

"y

a3 umay serve the particular planning -effcrt,.

o L

B e L

In essence, thie resource role of the Institu—ﬁiohal Research Office is S

- ‘\;

promulgated as part of the planning management. lpodel It is assumed that, by provid ing/

;:1 model as a guide a.nd assisting the planning group within the framework of tbe” /

1likelihood of more realistic and

‘model, th,at efi‘lclency 'is enKanced as well as the :

1 ) »

| rational p_lanning.

{ The Planning lodel

J’

There is a considez\able body of resea.rch, comuentary, and documented experience

4

which deals, im gome detail, with group planning processes U\c\lt:mg activitie.,,
)

attitudes, tools, and designs (Qas/asco, 1970; Hostrop, 1973). ch of/this material )

echanistic- as well as \hnpersohal activity. Planning,
. setting, is not an impersonal activity and if the

RS .
1 researcher fail to recognize this basic condition

L
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he is iiké‘ly to color his interaction in a(group planming pro'cess as a manipulator '

[

~ Pather than as a facilitator. * ' o

>,

The planning model presente’c’l here is by no means intended to be the last word
in(pl,‘m igne - It is tied to a fundamental set of assumptitzﬁs which tend to ,
be (}é?* ved‘ from exéerionr-e p?z.i*ticularly in post-secondary educational instdtutions. ‘
'I'hese ag umtlons are 113ted here: |

1,

figures 1, 2, and 3.
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(ﬁigurell depicts the major dimensionst:bf the fmodel. The entire plinning
\_\ . . ’ ‘. ! ) ‘ Tk L . ‘ . , s

| g' <$gﬁéess conbists of a series of’sequential:events, each involving certain types

to
-, ,
T

A / “ 3
 5\/6f information and data, and the like to bé'manipulated, analyzed, and synthesized

N / by the planning group. An event is a tentative fluid entity giveﬁ;dimension ¥

/ v 'EY
group activity.. The plan:ing process, in this case, consists of a series of consecu-

T : / :
J tive and interrecdiate events loosely strungwtéggther. Each event serves to develop
forthcbming reference points which are subject to modification or revision over the ¥

term of the pluanning process as the planning group "“zeros-in" on task completion..-

¢

~. Figure 2
U i R '
- | MAJOR FEASZS OF PLANHING MODEL \
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of,exeniss-lThey are:

; Phase I Organization for Planning - . | . ;,r
Phase II Structuring the Task ‘ L ‘ . o
* Phase III Task Completion . |

. 4 »
These phases are superimposed on the nodel ‘(Figure 3) with dotted lines. S

Figure 3 represents an elaboration of the ‘dimensions of the‘modelxpresented in -
Figure 1. The model presented in Figure 3 is a 1inear one nested.wtthin feedback -
Joops; that is, the entire planning process is viewed’as a }low of events nesting.

Ea withln an 1nterdependent notwork of feedback loops. Each of the thfee major ohases
of the process is v1ewed as a’serles of spécific events developed from activities
which have begun wlth very broad}/general notions and ideas, with each specific
event termlnating in a get of decisions. The de0151ons associated with the

f“,, activity occurrlng in each event combine. over the life-of tﬁe particular phase '

|
jin question to comprise a phase termlnatlon point (aﬁbeit £luid) which may be

3

s
*&
Ty
i construed as the 81gnal to comrence activities assoclated‘w1th the next phase.

By way of example, we find in Figure 3 that the major events of Phase I: -

Organization for Planning are:
3 _ , , . .
1. Recognition of the Need to Plan, ) *

3

2. Conceptualization and Establishment of the Plannihg Mechanism, ard

u

3. Formslization of Group Planning Efforts e ' '

The decisions made during each event tend to corbine and help to develop a highly

specific set of decision points (in this case,, e 1dentification of planning '-\\ )
group menbers) ‘which servee as the jumping-off place for the next phase, Struoturing g

N

- " the Task (what the group\fs to do).- Of course, decision points max be modified

- withln the foedbdck lodp structure as a more definite path 1s routed by the planners.

“

Planning, ‘like most organizational activities, requires management. Theic

: émxd be a design for planning as well as some attempt to establish criteria for

R 8
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the evaluation of the planning effort. Gathering a group of individuals
/ 3

- o f‘ . v +
_together for the purpose of planning should, by itself, be the result of a ”
_ , / - . ] -
planned Xet of activities and events.

3

The person responeible for execution of the planning task (planning manager)
'can ‘help to-assure that the planning effort will be worthwhile by giving careful
consizenetxon as to he>/the planning effort may be initially organlzed. He 4
should have a reasonably good understanding of the.information/deta base that

ig available or that could be made available to nlannenef .This is an area in
which institutiona" research can play a nital role. The planning manager needs

an awarenessg of the kinds ‘and types of;;ersonal, organlzational, and environmental
variables with vmich the planning group may deal. He needs some perception of and
“gome perspective on the complexity of the. planning task. Again, the institutional
research office can be of great pssistance to the planning menage: as the latter

[ . -

attempts to gain an'understanding of the situation. . .

" In manya;pstances a senior profegsor is selected or elected to chair a

/pmm{ttee ad hoc) charged with-d eveloping a plan or plans for future activity.

oy LT <!7

One can aseert that 1t is a given fact that individual knowledge of and famlliarity
wlth plannlng tools and techniques is bound to diminish as new tools are being
developed, borrowed, and adopted from disciplines such~as economics, business,
Bpace.science, military science and so on, It is difficult enough for an
individual who has close contact with the field of organization and institutional
planning‘end analysis to keep abreaateoé these developments. It is folly to
expect the.averageAinetitutiOnal member to have an awareness and understanding of -
more than a few tools, techniques, and systems such as "PERT," tMBO ," “MBE," JGERT,"

WDKLPHI," "RRPM," "PPBS," "MIS, " and the like. In order to be selective of and

make use of these kinds of aids the planning manager needs help. Thls is not to

say that the plannlng group must make usge of theSe aids. The group may want to

be aware of the existence of these aids since they offer a systematic framewark

&
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for launching major dimensions of the planning effort,

Perhaps that phase of the planning;nrooess when the institutional reSearcﬁer
may have the most influence in the planning group and be of the most value tp the
group is the second phase which centers on task structuring Essentially‘what

' takes place in this phase is the beginnings of interactions of planning group .i
memners vhich move toward a "zeroing-in" on the specific taak to be accomplished.

' The task takes on dimension and structure, the group defines and reedefinos its
mission and objJectives and, finally, group consensus is attained with regard o
expected task achievement. A lot of questions arise. What ere we do do?; Wh;t do
we really know Qbout the organization, its present goals and object1Vee? How
well it is meetipg them? How do we define our purpose? What information and dataﬂ',
are avajlable? How do we get it, analyze it, use it? What specific things are
we to do? Many of these questions can be served bx'tne institutional‘researcher,
for they touch upon the vartous dinAneions of his own functioning uithin the

organization.

A\
\

\\In terms of initial group discussion, all problems with respect to.the organization!|

operations and aspirations must be articulated. What are the strengths
nesses of the organization? wnat are the‘organizational and ‘environmental
constraints and their effects on goal achievement? How great are the gaps
between present goal attainment and aspired level of attainment? These questions
night be d®lineated, categorically, and a problem taxonomy might'be'deveIOped.
This could serve to develob E basis or foundation for planning. Analysis should .
take the follohing kinds of variables into account$‘ |
A. Historical Data ,
B. Organizational Philosophy and Goals (What Is and What Should Be) -
“C. Basic Needs of Organization s Members (Students, faculty and staff)
D, Program Evaluation

. E. Specific Functions and Objectives of OrganizationASubJUnits

10 .
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‘ . . B AN oL Caaen L B 'l\j ‘;\; . w{!;’);}i
' : oA
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e . » «10w :
F. TIdentification of Current Conditions and T ends {internal and external) %ﬁggaw
G. Identification of Conditions and Trends Likely to Impact on the Futuke P E
A L
of t}me Or;vanization BNt _ . S
e ra .\ / : y o :
H. Identification and Enumeration of Organizational Strengths -and Weakneases -
(What are oriteﬁia for such valuations) (//// ;o ]
' m r-'
The planning manager needs to work ceaselessly bmtna afibiguity from -
- the scene, for it has been found that the more am ity \is\gie ept in a ‘

‘stages of discuesion ia, of course, desirable. In the formative stages of the
h planning effort-a highly differentiated array of opinions and ideas is most

desirable. T a resource capacity the institutional researcher can serve. to reduce

ro

ambizuitv due, moat likely, to his knowledge of and access to a wide variety of
specific information concerning the institution. The inclusion of the 1nstitution
researcher. in the planning effort also serves to add another dimension to the mix

of group memberohipﬂin thé¢-gense. of unique personality and in the sense of an

information source. - .

h

1
In b%ing able to point to correct and efficient use'of data and inforﬂ.tinn
and plan ing tools, the institutional researcher not only can help to yéo ce
ambigui for planning group members but also he or she can serve tp/eimini the |
’ likelimood of what has come to be called (in group dynamics parlz' e) "risky-shift."”
- Much rgsearch has beencbne in the area of risky-shift but the pHenomenon/is still
largely unexplained. In essence, risky—shift pertains to a llingnes on the -
part of/a groeup to make riskier decisions than would be ade by ind iduals
working alone. Many experimsntal studies have demons ated thd existence of

this pher),omenon (Ziller, 1957; Wallach, Kogan, and/Burt, 1965). Tha prese’n‘t/ -

'authors ard of the opinion that, in a planning ¥ask, heigh ened ambiguity in a.

e S




. f.ﬂfﬁs g%AJS“ ~—lla - : \ \
complex task environment increases the risk assumed by group members in deciédon-'
;;// ///making. Ascuming that the 1nstitutional researcher gtrives to reduce ambigulty

- y

<7 one might expect less risky decisions to be made on the part of group members. \
>_‘ ‘ Relative degrees of risk may or may not be associated with quality of decisions
or organizational health,
' \ ’ .

’ N ' ot - ) - 4>
An-Application . S :

.In order to enhance efficiency of group operations and to enhance the
product of the planning grozp the anthors collaborated (one representing the
institutional researqP offioe, the other representing the planning manager) to
structure the planning.process ihvolving six other individuals whose charge‘was
to develop short-'and long—range plans for the College's graduate program. The
. plans were to be comprehensive in nature and were to be presented as reconmendations

I

. to the College's graduate faculty. N : _ ;)///.
. Collaboraidve effuris maveriaiized during the beginning stages of ph\}é

,(see Pigure 3). When group members were seeking ‘anawers to basic questions regarding

A}

their charge. Using the ‘fundamental concep‘és and constructs of gystems analysis,

the institutional researcher attempted to give dimension to the planning. task.
-

System properties, boundarlcs, and tne like, were discussed and group members
defined, via'a give-and- take discussion mode, -the parameters of the planning task.
Hext came the questions regardiﬁg ‘the informgtibn required to formulate alternatives

for the future. Discussion gf various data bases "and information gathering dev1cé§
. -
identification of 81gn1fioant research and reports on the future of higher educatiYn

1 .
and gnaduate education a series of discussions on assumption—building, and other ,
{ .
/relqted actixities were the nert order of business.

s
/

,/’ ' Ihe planning group, ¢ver tame, had developed thﬁﬁugh group consensus a wqy

- . of coming to view the futuré’ They posed’ questions, 1denti£ied the kinds of data
' " r/ e

and 1nformat10n -needed in order to help answer the qncstions and had at least a C

T v b

g skeleton outline of the form in which these responses could be organized to form
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rescarch pleyed a vital role in belng able to provide back- = ¢

(c"l..ﬁe tele)\ needs asoe

Qﬁnt, 1mp1ementatn.on and analysn.s of the ‘Educational

‘I‘est}.n‘g ervi 's Institu {onal Goals - Inventory used wn.th sub-populations both

P internal angd ext rndl to the mstitutlon, and in a most 1n8truct1ve way by

'acquainting group Tembers mth a vam.ety of metho : and systems useful in L
T 'organi\zifr:g;‘;: group effort and in cha_rting a cour «of actien.

. L -

\\ (/@ " Was the effort successf\il? If one eyamines the tangible product of the '.

plannmg group (a wrltten document) and comparee 1t with other slmi.lar in-house

PER

doeumnts, one sobon 1earns that the recent effort is more specifn.c, 1és8 vague,

_\: deals in operatn.onal terms to a greater degree, and is more representatn.ve of
SN w
\ a systcm of 1deas emanatlng from a central core of 1deas *than earlier attempts "

\at rflamning,a If these attributes are of pOBlthe value, 'thon the effort was

.

-re atlvely sue\;essful This is content valldlty. Another form of vallditSf

[N

accrde‘g when .one " peers and colleagues (_who are not connected with 'the effort)

£y

acclal’n the l‘pallty,"the thorourrhness and the percen.ved veracity of the nroduct' .

Thn:s has occurred. Perhans the gréatest value of the effort is the personal

acoeptance of the prod&ct v planning group members and their wa.ll:l.ngness to engave,*

¥

. L
\\ ih\meanmgful dn.scus,sn.on with' other orvanlzatlon members 4o attem’pt to enhgh.ten
-

-

.. them as to the*content and intent of the recommendatlons. There has h‘gsen "

(“&ubgectlvely ob.,erved) ammnlmum of defenelveness on the part of the planping o

s .
B Y e~

- w""“"“ group members pWith regard to the product. The product is bgsed: upon a system:

L cSI\ldeaS? developed from a scientn.fa.c framework. The emergent product by des:Lgn,

M

- 1s 'a‘atn.onal, organ\}.zed and. requ:.res little’ defense, o : . -
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